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(Draft Memorandum for NIPE Staff Discussion) 


10 April 1967 
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MEMORANDUM FOR: Mr. Bross and NIPE Staff Members 
SUBJECT : DCI/NIPE Position re Preparation oj 


Target-Oriented Display for 
Intelligence Community 


1. This memorandum proposes a DCI/NIPE initial position 
for the forthcoming discussions with DOD and BOB relative to the 
establishment of a Target-Oriented Display (TOD) mechanism. 

The purpose of this memorandum is to identify matters with respect 
to which the DCI should take positions which will be strongly helc 
i.e., non-negotiable, and other matters where any one of a numter 
of variants would be reasonably satisfactory to the interests of 

the DCI in his community capacity. The latter, therefore, are 
negotiable items within the limits which will be indicated below, 

2. Before discussing specific aspects of TOD, a number ot 
basic understandings are required. In order to reach general agree- 
ment within the DCI/NIPE Staff as to our own initial negotiating 


position, we must agree on a number of concepts and also on the 
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precise meanings we want to give certain words. Addressee; 
of this memorandum should decide whether or not they agree with 
the points proposed by this memorandum, and if there is disagree- 
ment specific alternative proposals are requested. Part lL herew: 
is adressed to policy and procedural considerations; Part II 
discusses details of a TOD matrix. 
Part I 
Rights and Responsibilities of the DCI 
3. A logical point of departure is a statement as to what 
are the rights and responsibilities of the DCI which pertain to dev: Lop- 
ing a TOD mechanism. The following answer is proposed: 
a. The DCI's responsibilities extend to a coordinatior. 
of all the foreign intelligence activities of the U.S. Goverrroent, 
in all agencies conducting such activities. This responsibility 
embraces so-called ''departmental'' as well as so-calied 
"national" intelligence. 
Sources of authority for the foregoing are as follows: 


(National Security Act of 1947, as amended) - 


"Sec. 102 (d). For the purpose of coordinating the 
intelligence activities of the several Government depar:- 
ments and agencics in the interest of national security. 11 
shall be the duty of the Agency, under the Direction of the 
National Security Council... 


ae 
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(2) To make recommendations to the Nationa 
Security Council for the coordination of such 
intelligence activities of the departments and agencie: 
of the Government as relate to the National Security." 


National Security Council Intelligence Directive No. 3 
"1. Over-all Coordination. The Director of 

Central Intelligence shall coordinate the foreign irtell.- 
gence activities of the United States in accordance with 
existing law and applicable National Security Council 
directives. Such coordination shall include both 
special and other forms of intelligence which together 
constitute the foreign intelligence activities of the 
United States... 


"3c. The Director of Central Intelligence. or 
representatives designated by him, in consultation with 
the head of the intelligence or other appropriate 
components of the department or agency concernet, 
shall make such surveys of departmental intelligence 
activities of the various departments and agencies 
as he may deem necessary in connection with his duty 
to advise the National Security Council and to 
coordinate the intelligence effort of the United States... 


"6. Community Responsibilities 


a. In implementation of, and in conformity wth, 
approved Security Council policy, the Director of 
Central Intelligence in consultation with and suppo-ted 
by the other members of the U.S. Intelligence 
Board and by other appropriate offices, shall: 


(1) Call upon the other departments and agencia:: 
as appropriate to ensure that on intelligence matters 
affecting the national security the intelligence communi» 
is supported by the full knowledge and technical talent 
available in or to the Government. !! 
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Letter from President Johnson to the DCL 


dated September 24, 1965 


"In view of the urgent necessity for maintaining 
effective coordination of all U.S. foreign intellipence: 
functions, I request that you serve as the Governme:r 
chief intelligence officer, and that you pursue as a 
primary responsibility the task of coordinating and 
guiding the total U.S. foreign intelligence effort in 
accordance with National Security Council Intelligenc: 
Directive Number One of March 4, 1964." 


b. To satisfy this broad responsibility, it follows thz: 
the DCI has the right to define, for his own purposes and 
his own satisfaction, the content of "foreign intellige nce 
functions" _ referred to in the foregoing Presidental let 21~-- 
even though he might not attempt to enforce formally suca a 
definition on the community members. As the Governmer: s 
"chief intelligence officer, '' the DCI must be presumed to 3e 
authorized to speak the last word (short of the President! 
relative to what is or is not "intelligence."' This right wi 
be used in determining the program content of the TOD mutrix. 

c. The DCI has a statutory* responsibility--which rias 
community -wide--relative to the protection of intelligence 
sources and methods. This responsibility requires that che 


DCI retain a decisive vote, i.e., a veto if necessary. or in 


* - National Security Act of 1947, as amended, Sec. 102 (d)} (3). 
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unrestricted right to appeal to higher authority, relative 

to the data content of TOD compilations of information ab2.1 

the activities and the resource costs of the total intelligen.c« 

community. A comparable right pertains to controlling th: 

access of persons to this TOD community-wide informatis:. 

reservoir in connection with its use or review. 

Terms of Reference Proposed 
by Mr. Vance 

4. The TOD development exercise is to be conducte¢ 
according to terms of reference which can be ascertained from 
proposals in the three separate letters, all dated 8 April 1967, wk ch 
Deputy Secretary Vance has sent to the DCI, the Director BOB ard 
the Heads of the Military Departments. 

a. In his instructions to the Military Departments, 

Mr. Vance describes TOD as "an array of informaticn to sive 

visibility to the allocation of resources to intelligence targ2ts 

by costs. This display should reflect the collection/prodacvion 

facilities of the entire community and should include all major 

collection/production systems." 

b. The Vance letter to Mr. Schultz says that "our 
primary purpose in constructing this display is to provide 
us with a tool to analyze resource allocations.'' The 


Vance letter to Mr. Helms says that "the display will be 
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detailed enough to provide us with a tool to aid in the 
analysis of resource allocations, but not so detailed that 


it will be unmanageable in construction or application." 


fee) 
mo 


c. The general philosophy underlying the DOD propos: 
for developing the TOD mechanism is indicated in Vance's 
letter to Helms, as follows: 


‘Improved cost effectiveness in the intelligence 
field lies in providing ourselves with improved 
procedures for establishing intelligence objective: 
requirements, and priorities coupled with an 
improved ability to make trade-off analvses of our 
collection/production systems.... The objective 
is to insure a thorough analysis of the allocation © 
resources to intelligence requirements. the cost = 
meeting individual requirements, and the way 

in which resources are managed so as to be 
responsive to identified and agreed needs. "' 


im, 


d. The Vance letter to the Military Departments 
indicates that the procedural means to be used to develop 
the TOD mechanism will be via a committee (but note that 
the letters to Helms and Schultz speak of ''committees") 
chaired by ASD (S/A), with representatives also frora 
DDR&E, ASD (C), DIA, BOB and the DCI staff. Additiona: 
representation is possible, since the Vance letter states 
"T request the ASD (S/A) to establish a committee, consisting 


at a minimum of...." 


Sie 
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e. The Vance letter to the Military Departments 


states: 

"The terms of reference for the display wil! be 
formulated by the committee and will be designed to 
respond to the maximum extent possible to the legitirnate 
needs of the members of the committee. In the event 
that agreement on the terms of reference cannot be 
reached within the committee, I] request that the 
ASD (S/A) forward the issues to me for resolution. ' 

The subject of this Vance letter is ''TOD for National 
intelligence Activities,'' but the reference to ''National"! 
is not found in the Helms and Schultz letters. 

5. The terms of reference and procedural arrangements 


summarized in the preceding paragraph give rise to the followire 


considerations on behalf of the DCL 


Committee Chairmanship 
a. Ina procedural sense, the Vance proposal is to 
develop a community TOD mechanism by an inter-agency 
committee under the chairmanship of DOD. The DCI 
could, if he wished, assert his preeminence and right to 
chairmanship of this group, notwithstanding the DOL 
claim based on control of the majority of the resources 


involved. To do so would be difficult at this point since 
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this matter might better have been raised during 

discussions between DCI/NIPE and DOD over the past montis. 
Thus, this memorandum assumes that the DCI decided son 
time ago to accept DOD chairmanship, not for the reason 
asserted by DOD but for the practical reason that this 

effort requires extensive data collection which must come 
largely from DOD units and activities and through DOD 
communications. If this issue is in fact still open, 
individual members of the NIPE staff would welcome tne 


opportunity to present an alternate proposal for DCI crair- 


ores a 


mans hip. 
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Extent. of Subject Matter 

b. Notwithstanding the preceding paragraph, the DCL 
may not cede his rights and responsibilities as summarized 
in paragraph three. This includes the right to have the last 
word as to what should be included (or excluded) from 7OD and 
his responsibility for prescribing controls to protect th. 
accumulated information and to circumscribe the extent to 
which it may be made available to third parties for use or 
review. In an appropriate manner, the DCI should mate 
clear to the TOD group that he means to exercise these 
rights and assume these responsibilities. 

c, In deciding what is to be included or exciuded fro: 
TOD, the DCI will indicate his desire to have all CIP, CCF, 
NRO and CIA data included (less certain CIA Clandestine 
Services activities discussed in the next paragraph). the 
DCI will not agree that TOD covers only "national! activities 
The DCI does not desire that the words "national" and 
"departmental" be given prominence since the passage of 
years has obscured this distinction so that it is no loner 


particularly useful. 


d. With regard to CIA, the consensus of the NIE 


staff is that all activities should be included except for all 
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or part of the Clandestine Services (DD/P). Here there 
are two principal alternatives: (1) to include Clande:.tine 
Collection and exclude Covert Action; (2) to exclude all of 
the Clandestine Services. It should be possible to explair 
the exclusion of Covert Action on the ground that it is not 
"intelligence' and its sensitivity will not permit inclusion. 
But the difficulty with including Clandestine Collection and 
excluding Covert Action lies in the practical consideration 
that these two activities are thoroughly intermingled in the 
field and both may be performed from time to time by the 
same individual. There are important by-products from eect 
for the other and at the field station level they are adminis 
tered pretty much as a package. The allocation of susport 
costs to one or the other activity is necessarily arbitrary. 
On the other hand, it is presumed that the Clandestin«: 
Collection activities of DOD will be included in TOD, and 
for the sake of giving over-all guidance to these effor:s the 
probably should not be excluded. The DOD can he expected 
to argue that if their activity is included, comparable 
activity of CIA should also be included. Further. given tie 
fact that the TOD mechanism is to be developed by inter- 


agency agreement, any one exception is likely to stimulate 


te ee 
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claims for other exceptions by various agencies. Wh-re 
exceptions are concerned, the only clear place to draw the 
line would seem to be with no more of an exclusion that 
Covert Action. These varying considerations should be 
subjected to further NIPE staff discussion in order to for - 
mulate a position. 

e. The DCI will probably require that an additionai 
number of intelligence activities, not now in the CIP or other 
programs of an intelligence nature, be included in TOD. 
These are activities which are directly related to pregrans 
already in one or another of the four major intelligence pru- 
grams and which are now omitted therefrom due to muirease - 
cratic considerations internal to the Pentagon. The “rue 
costs of included activities cannot be ascertained wit out 
adding in the presently excluded costs. This group cf aciivities 
could include, for example, aircraft assigned primarily © 
Navy mapping and charting; intelligence staffs of uniiied an: 
specified commands and Army, Navy and Air Force inte'l:- 


gence staff components within theatres; residual intelligence 


activities in ONI, ACSland AFNIN;[ 25X1 
25X1 [et al. The exact DCI position om 


these items requires refinement and additional effort des: znea 
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to achieve appropriate understandings with DIA will be 
required in order to bring about the necessary definiticn 

of activities, systems and equipments to be included in 

TOD. However, in principle it is now agreed that the JICI 
will insist on the inclusion in TOD of a number of activities. 
systems, equipments or programs not now inclwled in the 
four major intelligence programs where their resource levei 


or substantive significance warrants inclusion in his opinion. 
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Representation of Departments and Agencies 


f. The representation in the TOD committee proposes 
by Mr. Vance is anomalous. ASD(S/A) would seem te cor 
trol the committee membership, always subject to ofiicia. *.pher 
approval in DOD. CIA, NSA and NRO are not representeu 
directly. DIA is included but it could be argued that 1his Ls 
in order to give representation to the JCS and the sigeabl: 
intelligence components in the unified and specified commiutds 
which are otherwise excluded. NSA is represented indire: tly 
through DDR&E. The DCI could represent CIA although t¢ de 
so would tend to blur the distinction between DC! stat! and 
CIA, which DCI/NIPE has been attempting to establish. ine 
NRO anomaly is different from the foregoing in that ro one 
in the NRO direct chain of sneha is a member ot whe ‘OD 
committee. 

g. One issue which the DCI may face here is how he 
should react to a possible proposal to include on the FOL: 
committee representatives of NRO, NSA and CIA. Wout 
the desirability of gaining a seat at this table for CLA. be 
greater or less than the desirability of having to provide « 


seat for NSA and NRO or for one or the other of these? 4 hie 


35 
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DCI/NIPE staff concludes that the greatest gain will come 
from maintaining the composition of the TOD commnittee as 
it has been originally constituted, but including CIA and 
excluding direct participation by NRO and NSA. However, 
we would deny CIA a seat if this is the unavoidable price of 
excluding NRO and NSA. An alternative could be to have a 
member of CIA/OPPB given temporary additional duty in 
the NIPE Staff, and thus two ''DCI'" representatives would 
attend all meetings. This would permit one person to -on- 
centrate on the detailed "fit"! of TOD with CIA's program : 
structure and its Financial Account Number (FAN) System. 
In general, it is desirable to keep the TOD group as strear:- 
lined as possible to minimize the proliferation of argumenti 
tion. 

h. What should be the DCI attitude toward a possible 


request from NSA, NRO, ONI, AFNIN and ACSI for full-tirt: 


participation in the TOD group as ‘Nobservers." The DUI/N.tPk 


Staff concludes that the DCL should oppose such a request 
from any of these entities, partly because to open the cioor 1» 
one makes it probable that all must be so admitted -- imakir 
the group unwieldy and proliferating the opportunities jor 


bureaucratic arguments. In addition, the DCt/NIPE staff 
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believes that the position of DIA is strengthened by the 

exclusion of the foregoing, and we believe that strengtheniny: 

DIA vis-a-vis other DOD entities is likely to improve the 

effectiveness both of DIA and of the community. Finz.lly, 

excluding the foregoing would improve the security contre! of 

the data compiled relative to the whole community. «1s an 

alternative, the DCI/NIPE staff would admit represenmtatiy 5 

of these entities as 'wiitnesses" to give testimony and answer 

questions, and then depart. 

Scope of Committee's Work and Inquiries 

6. Referring again to the terms of reference for the TOD 
group as indicated through Mr. Vance's letters quoted in paragrapr 
four, a DCI position is required relative to the purpose of the TQ: 
exercise. These quotations give some support to three varient views 
as to the scope of the TOD group's work. Since we are assuming. 
the DCI has voluntarily agreed not tofontest the chairmanshi» of te 
TOD committee, it is important that it be understood by all «xac:iy 
how far the DCI is really deferring to the lead of DOD, and contrary - 
wise what areas of intelligence management he is not relinquishi1. 
or sharing with the TOD group. 

a. First. It seems clear that all interested parties 
involved in the TOD exercise now are in general agreemen: on 
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the minimum objective of the TOD effort, This is to devise 

and provide data for a matrix within which to account for 

all activities and related resources of the intelligence comer unity. 
Having agreed upon a suitable framework, the TOD group wiil 

see to it that instructions are issued through command chann2is 
to provide the information required to report meaningtully o1 all 
of these activities. The DCI/NIPE staff concludes tha: ftrer- 

the DCI's point of view these minimum objectives are desis bie. 


b. Second. There is no doubt but that BOB and some 


parts of DOD conceive of the TOD matrix and its included 
data as a necessary foundation, or first step, making possipie 
the analysis of resource allocations and the comparative 
evaluation of alternative uses of resources. This means. 
in other words, the application of systems analysis to 
selected areas of intelligence activity, anda step in the 
direction of a community-wide PPB system. Mr. Vance 
supports this view directly when he says that "our primary 
purpose in constructing this display is to provide us with a 
tool to analyze resource allocations." 

Mr. Vance's letters do not propose that the group 
establish to develop the TOD matrix should continue on bilo 


some form of effort to select subjects within the intelligen. «© 
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community for further systems analysis or management 

under its general direction. However, neither do the Vance 
letters refute such a possibility. The DCI is on record w-ti 
BOB and the PFIAB in favor of an increased community ejort 
to do systems analysis work and identify trade-offs ard 
preferred alternatives for resource allocations. It would 
probably be prudent for the DCI to establish a clear and tirs 
position early on that he does not look on the TOD group its other 
than an ad hoc mechanism to create a structure, and tha’ 
follow-on analyses based upon the inventory ana display ol 
resources and programs will be the subject for vonsiderat.:4 
primarily and initially within the intelligence community 
itself. The principal vehicle for managing such efforts ir 
USIB, and under its general guidance individual studics nuty 

be conducted by USIB committees and/or by ad hoc ayreements 
between individual intelligence agencies. However, .t wil: 

not be enough for the DCI merely to enunciate this view. rie 
must also implement it in an active enough way to sa: isfy 

BOB that he means to run the community. This does not 
exclude the possibility that from time to time the DC: wi:l tird 
that ad hoc arrangements for problem-solving between Du. 
BOB and ASD (S/A) is also a useful alternative to keop pressure 


on the agencies in the intelligence community. 
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c. Third. Mr. Vance's philosophy (para 4. c. above: 
could be construed as linking the TOD group with an ettort 
to improve the statement of intelligence requirements. 
The TOD group cannot avoid backing into the requirements 
problem to some extent when it goes about deciding on the 
words to use to express the ''targets'' of intelligence activily. 
That is to say, the TOD group cannot escape thinking abovr. 
the expression of requirements inasmuch as it must ceciue 
upon a matrix intended to assist in the allocation of 
resources tu requirements. The DCI should probably 
insist that he will state a ground rule for the TOD group '¢ 
clarify how far it should wrestle with the statement ot 
requirements; this could be accomplished through the DC! 
providing a set of as sumptions that is not open to argumer: 
which the TOD group will use rather than its own views aipout 
how requirements should be stated. The DCI/NIPE staft 
condudes that such a set of assumptions should be prepari: as 
soon as possible and tested internally by being played agiuics: 
alternative forms of a TOD matrix. In this task, the DCI 
assumptions will be simplified because of Mr. Vanc«'s 
statement to Mr. Helms that "the display will... not bes 
detailed that it will be unmanageable in construction or 


application. mh 
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The Proposed Time Schedule 


7. Mr. Vance's letter to the Military Departments statec hat 
"I would appreciate receiving a copy of the completed display by 
15 August 1967.'' The DCI/NIPE view of this deadline is that it -s 
unrealistic if what is desired is both the TOD structure or matrix 
and also a rack-up of data covering the total resource alloci.tiors 
and resource plans of the community. Constructing the matrix 
itself is feasibly by this date. The coincidence during the early 3:romer 
of the annual CIP and CCP reviews strongly suggests the desirabivity 
of incorporating these data into the matrix. However. the task of 
piecing, fitting and adjusting data is believed to be substantizsl. A 
better product is likely to result if the TOD committee estab ishes 
ground rule as to the extent it will comply: with the data inpw job py 
15 August 1967. No specific proposal is made here; the DC! /NUI1: 


Staff should recommend one. 
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}™% Mr. Bross 


el BUILDING 1p 
REMARKS: 

Gerry and I met Benipgton yesterday 
in connection with Gerry's briefing, as 
he gave to the Baker panel. 

Thereafter, Benington wanted to 
talk about TOD. We exchanged prelim- 
inary and unofficial opinions. 

Gerry and I would like an oppor- 
tunity to report to you on this discussiaqn. 
Benington was very cooperative in at- 
titude. I believe he hes pe favorable 
toa bilateral with DC or to meeting 
with a full TOD ee I recommend 
we try to reach some agreements with 
him in advance, so these may become 


aYarhnata Q ate OD oroup procead o 
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SENDER WILL CHECK CLASSIFICATION TOP AND BOTTOM 
UNCLASSIFIED CONFIDENTIAL SECRET 


CENTRAL INTELLIGENCE AGENCY 
OFFICIAL ROUTING SLIP 
NAME AND ADDRESS 


Mr. Bross 


INITIALS 


DISPATCH 
FILE 


Remarks: In view of the community-wide nature of | 
the problems involved in responding to and follow- 
ing through on the Vance letters and associated 
internal DOD memoranda, we think that the 
sponsibility for action should be assigned to 
«iPE Staff rather than to any office within CIA. 

If you concur, we suggest that this point be 
made with the DCI and that action be initiated by 
NIPE Staff developing a DCI position through 
review and improvement of the attached draft 
working memorandum, 

The attached is Part I of a two part document. 
This deals with inter-agency relations. Part U 
deals with a TOD s ire 

_ FOLD HERE TO RETURN TO SENDER 


Sha am BRD PUORE NO. DATE 
pe ee Apr ll, 67 
UNCLASSIFIED CONFIDENTIAL SECRET 
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